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Memorandum to Mr. Fosdicgk ye the MS
Scope of NS

Practically speaking the time and interests of the Dirsctor of the MS
are speunt about half in the RF and sbout half divided between the GEB and
the O¥B. Thus at the outset it might be szald that there is & considerable
demand on the time of the M8 officers (since Dr. Lembert 1s workine alszo on
GEB program) on other than EF work.

Broadly specking the activities of the division are selection and aumine
istration of fellowships, selection of recipients for grants in eid, study
and preparaiion of genersl program and of the larger projects. This work is
done partly at the office in New York and partly through trevel and visits
to inatitutions and individusls. As & genersl impression I would be inclined
to think that the amount of time for the preparation of plans énd for study
of the field {8 too small, being in considerable weasure stolen away by
claima of old programs and a neceszity for bsing reasonably polite and con-
slderate of ths interests of correspondentes and visitors at the office.

A major and & minor program are now connected xith the Medical 8ecleaces,
the major in psychiatry, the minor in the fleld of the teaching of public
heslth to medicsl students. Relatively little has been dome in this second
fisld -nd it requires preliminary study and planning to a considerable degree
before it is wise to lsunch much in the wuy of an active program. In psy-
chiatry the order of procedure has been attendance first to the recruitment
of persommel through & fellowship progrem. 7This is reesonably well uader way
in the U.5. and will ba extended as occasion permits end as experience directs
us to other countries.

During the current year several appropriations have besn made to streagthen
the most promising university teaching centers. This has been done on a 3-5
year basis but strengthening must become more permenent in order to be defi-
nitely effective.

Grents in ald program in psychiatry is small in the absence of thoroughly
competent {nvestigators but would naturally become more important an itom as
better tr:ined personnel appears,

In my mind we have some extraordinery possibilities still to be devsloped
notably in connection with the more effective teaching of psychletry in the
State insane asylums to the medical personnel of the asylum systems in the
development of superior psychiatric nursing seperimbendwrbs, and in the lialson
between competent psychiatrists and mem training for the professions of
tescher, minister and lawyer. It is probable also that the almost invalueble
alde of the psychiatrist, now known as the psychiatric social worker, is a

field in which training cen be made more sffective.
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I should feel it & sound and sensible criticism that inadequate
“d@btention tlms far had been given to psychology, end it would also be my
hope thet within the next two years some definite steps can be taken to-
wards improving the status of psych¥ry as related to the general subject
of criminology and legal medicine. '

In general the proper order of wvents I should conceive to be the
finding and training of persomnel, sifting out of good workers throush
experience obtained by grents in aid and with the combined knowledge that
this gives, eventuslly the formuletion of plusns involving lerger sums of
money and the proper organization and financing of permanent institutions.

Kethods

Ideally the best procedure for Foundation officers is to have ample
time to read, to discuss, to visit, and thus study the possibilities in
a given field of interest, this to be followed by further familiarity ob-
tained through minor projects directly or ingirectly supported, and &t a
later time either upon our own initiative o;?é Justified request, prep:ure
a praject shat will have some appreciable and permanent influence in de-
veloping the subject. My eriteris aret (1) the undispdted quulity of
e man or & msn with competent essistunts, (2) a workable idea, (3) favo-
rable circumstances and likelihood of permenence, and (4) that the whole
project be something which the IF can do peculiarly well and which is not
Just as easily done by & legislature or & group of private citigens or a
single donor. In some circumstances I should place the idea first in
importance but in this outline I put the man of first importance since
I think it is important reallze that though RF officers may have
ideas, it is really more important for them to find men who have 1ldeas
since without an active and responsible agent even our own ideas will be-
tray us. Furthermore it is wise in my opinion to follow Rose's procedure
of giving the credit to the other man.

Jempo

I should like to point out that the terminstion of old program takes
a great deal of time - 1t not only takes time before 4 or 5 or 10 year
programs run out but it takes a great deal of time to telk «ith the raci-
plents and arrange for a conference and to have considered tne treatment
of the usual hopes that there will be a remewal or extension. In Jamuary,
1231, the Director of the MS was responsible for 116 going projects. It is
futlle to ssume that such commitments as the RF has entersd iato can be
ruthlessly eliminated without ssriously qualifying the good name of the
Foundation. This is one reason why tempo must be slow. Another and very
cogent reason is that we are in a position different from the first officers
of the Foundation iIn that their earlier years were not marked by the
visits and letters of a public well informed as to the nature of their
"probable interests. They consequently had time to study and inclination
to discuss workable programs and this time to study included time to travel
and develop a scheme of procedure which was reasonably orderly and consistent.
This time is hard for thelr successors to find and consequsntly new cplans
come on but slowly.

A third reason for having a slow and deliberate tempo is that permanent
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‘effects cannot be expected in sevsral subjects, notably psychiatry, since per-
sonnel not only has to be found - it has to be lost, i. e. some men must leave
certain posts befors change can be expected in way of development.

There is no likelihood of any definite effect being obtained in a harry
in many of the scientific fields today. Familierity, confidence, temacity
of purpose, zll require time, and sometimes the subject of investigation it-
self, e. g. eugenics, reguires the passage of time for its raw materisl to
be gathered.

nel

My .-experience indicates that programs in the RF tend to gét-small,
scrappy, numerous and diffuse, to get into what Mrs. Whartom sptly calls
the "thick of thin things.™ I could believe it wise for us to'work longer
on fewer subjects bettier selected and costing more, and eventuxlly meaning
more. There is a steady temptation to go in for small financing for short
periods of time of projects which in the snd are ephemsrsl and trivial,

Not much of & case has to bs made for a §2000 item and what is wmore §22;9000
swd—items will take so much time that there is not time to find the shoddy and
unsubstantial in them. I should feel it extremely wise for the Trusiees
to meke an effort as early as rossible to ramove sn effect which is pushing
all of the officers towards numewgus scrappy incomsequential undertakings,
- namely the limitinz of obligetions tv one year which 8o far as we under-
stand has not yet been removed frankly and fully.

I would also like to point out again a tendency againet which it scenms
wise to meke & steady effort, nemely the provinciel outlook in contrast to
a wide famillarity to officers of conditions throughout the world. Of the
8ix officers, including the president, the folliwng I believe is trues Four
have neverbgen in South America, fowr have never been in the Orient, six have
never bean in Australia, 8cuth Africa, Indla, and four have never lived out-
s1de the United States for mors than a year. This I believe has sequalae
which must be guarded against znd a definite effort should be made to ses thét
at every meeting there is a criticism made if the program offersd for trustee
conailderation has not & certein geographic balance.

I would give it as my personal impression that the tendency towards too
rigid an interpretation of research and concentrated programs has already
. besn realized. I believe that in the long rum research cean Le aided better
through some attention to teaching facilities tham through ad hoc Simon pure
research grants. One might as well insist that the tree has nothing to do
with the fruit as to say that assistance to the stebility 2nd healthinsss 3f
education has nothing to do with the quality of naw-—twulh -seguimed, zie -

Furthermore the wisest and most effective/support is given when there
is no lrry, no over-reaching, no pressure ¢ steedr results, but a study
and intimate familiarity that enables plans to be matured at the rignt time.

It mizht be useful for the trustees to indicate that they expectsd de-
finite warning from the officers when in the office:s' opinion the threshold
of diminishing returns is reached in any given program since I believe such

@ threshold can be reached, and I would point out that in both the field
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of psychiatry snd public health it is not research alone which will
leave a permanent stamp but general imsbanding, stimulzstion, protection,
and support which will make the permanent difference which I under-
stand to be our best objective.

In the way of practicel suggestions I should say that the fellow-
ships should have more time spent on selectlion end less on sdministrationj
that they should be in larger measure related to program, that grants in
aid should either be decentralized to the NEC or similar body or show
a somewhat larger connection with program, that larger projects be put
on the calendar of possibilitles as early as is finsncially wise and
that where adequate case ¢an be made, astaff appolntments be slightly in-
creased in nmumber,



